I nstead of really managing projects, many occupational health nurses allow projects to manage them. The goal of project management is to give control back to the manager. However, not all of an occupational health nurse's work benefits from project management techniques. Sometimes, the plea to "let's not make a project out of this" should be heeded. Knowing when to use project management techniques is an important first step to regain control of projects.
This first column in a series defines project management and provides examples of how it relates to the occupational health nurse's work.
Many corporations have enthusiastically embraced project management as preparation for their managers. Some larger companies have worked directly with universities to create a project management curriculum specifically for their business or industry. Smaller companies have taken advantage of courses offered at local colleges and universities with generic courses in project management. In either case, corporate America has recognized the need for skill building in this area.
Occupational health nurses share many of the same experiences as other managers in a fast paced, competitive environment. Nurses have had to change the way they work to meet the demands of today's worker. The occupational health nurse's tool bag includes electronic mail, the Internet, "paper less" recordkeeping, and other information age technology. Recently, project management has been identified as a critical skill and one that occupational health nurses need to acquire.
Project management, to a large degree, was a by-product of major projects from World War II. The projects were primarily based in engineering and manufacturing. Thus, the management guidelines were developed for an environment in which outcomes were predictable and repetition and standardization were the goals. Today, however, the majority of the working population is involved in providing services. The same tools and techniques successfully applied to engineering, architecture, or manufacturing projects may not work as well in an information society. Work environments in the information age are anything but predictable.
"Flexibility is the watchword of the new order and project management is a key to this flexibility" (Frame, 1995) . New project management techniques that can address intangibles and that are flexible are the most effective tools for the contemporary manager.
WHAT IS A PROJECT?
A project is an organized undertaking defined as a set of activities planned for the purpose of achieving a specified outcome. Occupational health nurses are involved in projects all the time. Some are easy and some are quite complex. Designing a new clinic, delivering a health promotion program, or desk clearing are all projects. All projects share certain features. They: • Are goal oriented. • Involve coordinated undertakings of interrelated activities. • Are of finite duration, with beginnings and ends. • Are, to a degree, unique (Frame, 1995) .
Projects Are Goal Oriented
Goals direct the plans and work to be done. Goals occur at all project levels. They define the overall result as well as the daily action planresults that need to be achieved on a daily basis to achieve the goal. One method frequently used for setting and achieving goals is management by objectives (MBO). MBO was developed independently of project management, but project managers recognize its usefulness.
Basically, the two major considerations of MBO are to establish clear goals/objectives and to determine whether they are achievable.An example of a clearly articulated goal is: "Immunize 80% of the work force with flu vaccine from October to November 1997." The goal seems clear, but is it achievable? That depends on the circumstances. Factors such as budget, human resources, and employee compliance must be considered. Even with unlimited staff and budget, if the employees resist immunization, the goal will not be achieved. It is important to take time to carefully consider the goals and objectives and then reach agreement about them with other members of the project team. However, it is equally important not to spend so much time writing and negotiating goals and objectives that the real work never begins.
Projects Are Coordinated Undertakings
During a project, many interrelated activities occur. The relationships work together as a system. The occupational health nurse as project manager must have an understanding of systems analysis. The project manager needs to understand that the whole is more than the sum of interrelated parts and appreciate the dynamic complexities of the system.
Projects Are of Limited Duration
Projects are finite. They begin and they end. The operation of an occupa-608 tional health clinic is not a project. It continues indefinitely. However, managing the creation of a new occupational clinic or overseeing a change in health services delivery are examples of projects. They eventually end. Nonetheless, the end does not occur when the final coat of paint dries on the new clinic and the doors open for business. The project manager must make certain the final product is operable and maintainable.
Projects Are Unique
Projects are, to a degree, unique and one of a kind. Because they are unique, the project manager may not have an experience to draw on for assistance with the project. The uniqueness of a project may be as subtle as a change in a flu vaccine presentation for a subsequent year, or as dramatic as a change in occupational health care delivery from on-site clinics to vendor delivered care. However, program application management principles allows the occupational health nurse to follow a framework of action and decision making that contributes to a positive outcome-no matter how large or small the project.
How Does a Project Differ From a Program?
Projects and programs are closely related. Programs are frequently the "output" of project management. An example is a project to design a plan to decrease employee absenteeism. The project is the plan. Once the plan has been designed, the project is complete. However, activities identified in the plan may include programs such as health promotion or immunization programs that could improve attendance and reduce lost work time. Unlike a project, these programs may continue indefinitely.
WHAT IS PROJECT MANAGEMENT?
Project management professionals define project management as getting the job done • on time,
• within budget, and • according to specifications. These three items are so commonly identified by project professionals as important parameters that they have been described as the triple constraint (Frame, 1995) .
Various tools and techniques address each of these constraints. Budgets deal with money constraints. Deadlines and schedules address time constraints. While management of each of these constraints is critical to the success of a project, the most difficult of the constraints to manage is specifications. For occupational health nurses, recognizing and dealing with constraints is a natural mode of operation. Many nurses have "on the job" training for dealing with projects complicated and impacted by factors-both controllable and uncontrollable . However, others may need to refine those skills in order to manage projects that are on time, on budget, and meet the specified goals.
The next column in this series (February 1998) describes specific techniques for addressing and dealing with these constraints. Frame , J.D. (1995 ) . Managing projects in organizations. San Francisco: Josse y-Bass Publishers .
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